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A Brief History Of TOC 

1970’s 1980’s 1990’s 2000’s 

OPT 

2010’s 

The Theory of Constraints (TOC) is based on the assumption that any system, 
no matter how complex it seems, is governed by just a few elements.  
 
Identifying the system’s constraints and managing them accordingly 
produces fast paced results and fosters harmony throughout the system. 
 

TOC has matured over the last 30 years with well developed applications and case studies 

Eli Goldratt 



5 Focusing Steps 

• IDENTIFY the System Constraint 
 

• Decide how to EXPLOIT the constraint 
 

• SUBORDINATE everything else to the above decision 
 

• ELEVATE the system constraint 
 

• Don’t let inertia become the constraint,  
 GO BACK TO STEP 1 



5 Focusing Steps – Application In Production 

Shop 
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• IDENTIFY CONSTRAINT: 
• Shop B 

 
 

• EXPLOIT: 
• Shop always running 
• Reduce setups 
• … 
 

• SUBORDINATE: 
• Schedule other shops so that shop B 

doesn’t go idle 
• … 

 
• ELEVATE: 

• Higher workers at shop B 
• Buy another machine at shop B 

 
• GO BACK TO STEP 1: 

Without considering constraints, message is: 
“All shops need to run at 100%: need to stay efficient” 



DPO Success Prison Tour 

Can the 5 focusing steps be applied to government? 
 
Lets apply these ideas to the prison system using the SUCCESS framework 

Background: 
• About 3,500 Inmates 
• Basically a city 

• Work 
• Medical appointments 
• Visiting 
• Haircuts 
• Treatment 
• School 
• Meals 



System, Measures, & The Goal 

Goal: Create a safe environment where prisoners 
can improve their lives in preparation for release. 
- Fewer Safety Incidents 

Intake Incarceration 

Safety Issues 

Spend Time  
Putting Out Fires 

Release: Parole & 
Integration Into 

communities 

Medical School Visiting Treatment Meals 

All activities require 
officers to move inmates 
and ensure security 



What Makes For A Safe Environment 

• Active officer presence 
• Focused officers enabled to do their jobs 
• Occupied inmates with something productive to do 
• Absence of disruptive inmates on housing units 
• Identify underlying issues that bring an individual to prison 
• People with an attitude of hope  
• People with an individualized plan to succeed 
• People receiving the mental health care and treatment they need 
• Available mentors motivating people to change for the better 



3 Minute Session: Identify The Constraint 

• Get in groups of 2-3 quickly with your neighbors 
• Brainstorm: 
 What is the resource or activity limiting the system’s performance?  
 (Limiting our ability to provide a safe environment) 

Intake Incarceration 

Safety Issues 

Spend Time  
Putting Out Fires 

Release: Parole & 
Integration Into 

communities 

Medical School Visiting Treatment Meals 



Identify The Constraint: Solution 

What limits the system’s ability to provide a safe environment? 
 
• Officer’s Time 
 
But… 

Limited Time & Competing Demands 



3 Minute Session: Exploit The Constraint 

• Get in groups again! 
• Brainstorm: 
 How Do We Exploit The Constraint?  
 (What can that resource do to get more done in a day) 

Intake Incarceration 

Safety Issues 

Spend Time  
Putting Out Fires 

Release: Parole & 
Integration Into 

communities 

Medical School Visiting Treatment Meals 



Exploit The Constraint: Solution 

What changes could we make to better exploit the officer’s time? 
 
• Plan days better – prioritize and plan work out for day 

 
• Make more quality time – plan work in 15 minute chunks 

 
• Offload activities off of officers to other resources (Night Shift) 



3 Minute Session: Subordinate To Constraint 

• Groups again! 
• Brainstorm: 
 How Do We Subordinate The System To The Constraint?  
 (What can non-constraint resources do so the constraint can do more?) 

Intake Incarceration 

Safety Issues 

Spend Time  
Putting Out Fires 

Release: Parole & 
Integration Into 

communities 

Medical School Visiting Treatment Meals 



Subordinate To The Constraint: Solution 

What changes could we make to subordinate other resources to our 
constraint (Officer’s time)? 
 
• Take control of movement and activity – create a schedule 

 
• Hold support services to the facility schedule 



Utah Prison System Results 

Pilot Area: Oquirrh 3 & 4 (Draper) 
 Baseline disciplines (pre-June 2014): 27.3 
 Post-Implementation: 23.25 
 Change: -4.08/month 
 Percent Improvement: 15% 
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Success Framework 

1. Identify the goal of the system 
 

2. Create a high level flow of work through system 
 

3. Define the system measures that show how the system is performing 
 

4. Identify constraints and challenges impacting progress towards the goal 
 

5. Select the highest leverage strategies that will result in increased progress 
towards the goal 
 

6. Develop Tactical plans to implement key strategies, ensuring  
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Thanks! & Questions? 


